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Abstract  
Leading and managing institutions of higher learning the world over, has not only become a 
mammoth task, but also a very competitive and challenging exercise. The practice of ranking 
universities has given rise to huge investments in their core functions and activities. Teaching 
and learning has in most cases been regarded as the core strategic objective of higher 
educational institutions ahead of research and innovation; community engagement and 
leadership and administration. The role of leadership and management towards the success of 
other strategic objectives particularly teaching and research; has not been researched and 
documented exhaustively. This article discusses the impact of leadership and management 
styles on academic performance using the faculty of engineering and the built environment 
(FEBE) within the University of Johannesburg as the case study. The work used a qualitative 
research approach to collect data from university documents, online platforms and semi-
structured interviews. Content analysis was used to derive meaning from the data.  Research 
findings revealed a neat blending of traditional leadership and management styles with 
innovative and transformative approaches to achieve outstanding outcomes in both teaching 
and research and innovation within the faculty. The article concludes by acknowledging the 
critical role of leadership and management in institutions of higher learning and ends by 
recommending the adoption of blended leadership styles that are more skewed towards 
transformative leadership styles.  
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Introduction 
Historically, the function of leading and managing higher educational institutions has 
commonly been regarded as the least strategic objective at most universities. Teaching and 
learning has commonly been considered the first strategic objective in most institutions 
(Mashau, Mulaudzi, Kone & Mutshaeni, 2014).  Research and innovation has in most 
institutions been regarded as the second key function after teaching and learning.   Community 
engagement has historically been considered the third strategic objective where university staff 
members engage in solving community problems (Schulze, 2008) of universities. Interestingly, 
the world of governing universities is constantly changing making the managing and leading 
of higher institutions very demanding. Besides, the globalisation of universities and resource 
constraints have given rise to complex environments that demand astute and responsive 
leadership (Fukuhara, 2016).Universities therefore need to be sustainable and viable against 
dwindling state financial support due to competing national needs.  The mounting challenges 
facing higher education the World over resonate very well with the South African universities, 
hence the need for competent leadership astute and competitive leadership (Hofmeyer, 
Sheingold, Klopper & Warland, 2015). This article discusses the role of leadership and 
management of universities using the Faculty of Engineering and the Built Environment 
(FEBE) within the University of Johannesburg as the case study.  
 
The paper sought to answer the following two research questions;  
 
1. What are the common leadership and management styles that are being applied by 
Heads of Schools (HOSs), the Vice Deans (VDs) and the Executive Dean (ED) of the 
Faculty Engineering and the Built Environment (FEBE) within the University of 
Johannesburg?  
2. What has been the impact of the leadership and management styles being implemented 
specifically on teaching and research strategic objectives of the University of 
Johannesburg? 
3. What could be the role of innovative transformational leadership and management 
approaches in higher educational institutions? 
 
 The article starts by presenting the conceptual framework on leadership and management.  It 
goes on to highlight the research methodology that was adopted and applied. The work then 
presents and discusses the study findings. It then concludes by proffering some 
recommendations that could promote and ensure more impactful leadership and management 
of the universities.  
 
Conceptual Synopsis on Leadership and Management 
Management and leadership are systems of action that have for a long time been presented as 
two distinct aspects with different characteristics, traits and activities (Mabelebele, 2013; 
Teleşpan & Halmaghi, 2012). According to Okçu (2014), management is the planning, 
organising, controlling and co-ordinating  of organisational activities for the sole purpose of 
achieving set objectives and targets. Leadership on the other hand is concerned more with the 
transformation of organisations towards a desired future. Whilst leadership is mainly attributed 
to the influences on change in institutions (Bryman, 2009; Scott, Coates & Anderson, 2010), 
management is associated with the maintenance of efficiency in organisations (Bush, 2011). 
The two invaluable concepts of management and leadership are not mutually exclusive but 
complementary.  They are both essential to ensure appropriate and correct administrative duties 
and meeting of immediate goals of organisations as well as giving the appropriate direction, 
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clear vision, influence positive relationships and productivity in institutions (Bolden, Petrov, 
Gosling & Bryman, 2009; Boyatzis, Passarelli, Koenig, Lowe, Mathew, Stoller, & Philips, 
2012). In the majority of cases, combining the two skills is a great challenge, hence depending 
on the situation at hand, there is always need to find ways of applying the correct doses of the 
two and balancing them to achieve the best desired outcomes (Bush, 2007).  
 
There are several types or styles of management and leadership (Deveau and McGill 2014). 
They are the autocratic style that is also known as authoritative style; the participative style 
that is also referred to as the democratic style; the laissez-faire style that is also known as open 
or free will management and lastly the transactional style (Chang & Lee, 2013).  According to 
Eagly & Johnson (1990); pacesetting, facilitatory, situational and coercive are some of the 
terms that are used to describe these leadership and management styles. Management and 
leadership styles need to be applied at the same time in an organisation to achieve the desired 
outcomes. It is the nature of organisations, their cultures and goals that determine the styles of 
management and leadership to be adopted and applied.  Some organisations and institutions 
such as national armies, plants that deal with toxic and flammable products and institutions 
such as surgeries that deal with human life for example apply autocratic or authoritative 
leadership style due to the security, safety and fragility considerations. In the majority of cases, 
adopting and applying transformative and latest innovations in management and leadership 
styles assist to improve operations and empowering employees (Deveau & McGill, 2014; 
Chang & Lee, 2013).   
 
Leadership and Management in Higher Education 
 Universities have a hierarchical structure of management and leadership (DoHET 1997, 2001). 
The highest institutional governance structure is the university council that is led by a 
chairperson and constituted by members representing various internal structures and 
governmental and industrial representatives. The senate follows in the line of organs and it 
makes recommendations for council approval and endorsement.  The Vice Chancellors work 
with representatives of all the interested parties such as academics and support staff. He also 
manages by the assistance of workers unions, faculties, departments, centres, schools and 
student bodies such as the student representative councils in the senate to ensure the smooth 
running of universities.  Faculty and departmental boards that are chaired by Deans and 
departmental heads facilitate the smooth running of faculties and departments at lower 
levels(DHET, 2012).  
 
The Faculty of Engineering and the Built Environment (FEBE) is one of the several faculties 
within the University of Johannesburg.  It has about five schools and several departments and 
has several thousand undergraduate and postgraduate students. The Department of Town and 
Regional Planning (DTRP) at UJ is one of the several departments that fall within FEBE. The 
department falls within the School of Civil Engineering and the Built Environment (SCEBE) 
that is one of the five schools within the faculty. The author leads and manages the DTRP in 
the capacity of Head of Department (HOD) hence he has constant interactions with the 
management and leadership of FEBE. The FEBE is managed and led by an Executive Dean 
(ED) who is supported by two Vice Deans (VDs) who report to him. One of the VDs is 
responsible for teaching and learning activities whilst the other one is responsible for post 
graduate studies, research and innovation. The SCEBE is managed and led by the Head of 
School (HOS) who reports to the two VDs. The HOD of DTRP reports directly to the HOS of 
SCEBE but has also direct interactions with the ED of FEBE as well as the two VDs.  
 
Theoretical Framework 
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Leadership and management that is responsible, accountable, fair and transparent in 
organisations in general and higher education in particular is open, interactive and collective. 
This work deploys the collaborative planning theory that emphasis communicative, collective 
and genuine consultative actions in organisations. The collaborative planning theory is built on 
the process of bringing together all relevant participants to work towards shared goals and 
innovative approaches when faced with mammoth and challenging issues (Healey, 2003). The 
idea of collective action embedded within collaborative planning makes the theoretical 
framework very relevant in managing and leading higher education institutions. According to 
Innes and Booher (1999) the collaborative theory promotes consensus among relevant 
stakeholders who agree to strategies that contribute to problem solving.  This view is also 
supported by Kumar and Paddison (2010) who contend that to attain common goals, 
participants must willingly work together in the process sharing responsibilities. The 
collaborative planning framework advances that stakeholders adapt and orient their plans and 
actions to achieve common goals.  In complex, diverse and interdependent environments such 
as higher education institutions, collaborative planning promotes satisfactory results 
(Windischer, Grote, Mathier, Martins and Glardon 2009). According to Harris (2002) building 
common understanding among stakeholders help to ensure co-operation towards the attainment 
of great achievements.  There is therefore need to conscientise, educate and train leaders and 
managers in higher institutions to work collectively towards common goals, hence the 
framework greatly helps to improve understanding and action (Danese, 2011).  
 
Research Methodology 
This article involved an orderly investigation of the teaching and research leadership and 
management styles in the FEBE at UJ.  
 
Research design 
The work adopted the case study research design to shape the process of investigating the role 
of leadership and management in academic performances. It also facilitated the understanding 
of experiences (Creswell, 2006) of staff members and students within FEBE. According to 
Babbie and Mouton (2001), case study research designs assist in identifying the target 
population and to conduct data collection, analysis, interpretation and reporting.   
 
Research approach 
The qualitative research approach was applied to gather rich data from a small sample of 
respondents who were purposively sampled as they had unique and relevant information for 
the study (Magudu & Gumbo, 2017).  
 
Data collection 
First, a comprehensive and intensive review of literature was done to generate distilled key 
concepts and theoretical frameworks (Rossman & Rallis, 1998) that are essential in leadership 
and management for teaching and research purposes in higher education purposes. Second, 
primary data was gathered from 10 staff members and 20 students. Staff members and students 
were purposively approached and semi-structured interview questions were shared with 
participants. Open ended questions (Schaeffer, Dykema & Maynard, 2010) that mainly focused 
on the leadership and management styles that are commonly practised by the Dean, Vice 
Deans, Head of Schools and Heads of Departments within the FEBE were asked to participants. 
Some of the questions focused on the role of leadership and management in teaching and 
research performance in the faculty.  Participant observation and personal experiences were 
also used to compile more data for the study as the author is one of the lower level managers 
within the FEBE at UJ. 
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Data analysis 
The work also used mostly document, content and statistical analysis. Archived data from 
annual reports for the FEBE and online data systems such as HEDA and HEMIS were accessed 
to determine the academic performance trends in the last five years Content analysis (Leedy & 
Ormrod, 2010) was used to analyse the data, starting by combining the responses and 
generating meanings from the various responses.  Common responses were then grouped into 
categories.  The identified categories were developed into themes that represent leadership and 
management styles within the FEBE and how they have impacted on teaching and research 
performance during the past five years.   
 
Validity and reliability  
 Triangulation of data collection methods was used to ensure the validity and reliability of the 
data collected.  The same questions were asked staff members in different departments of the 
faculty as well as students. The statistics were checked and verified from different sources. 
Permission was sought from the relevant university officials within the faculty to speak to the 
leadership of the faculty, staff members and students. Informed consent was sought and data 
was collected only in situations where participants consented to the study.  
 
Results and Discussion 
The study revealed that four traditional management and leadership styles are commonly 
applied at differently levels within FEBE.  The styles are blended with the transformational 
leadership and management approaches. The four are the autocratic; the transactional; the 
participative and the laissez – faire styles. All the four different types of management and 
leadership have their own share of strengths and shortcomings which show as the styles are 
implemented in practice. There is therefore need for a balanced blend and flexibility in their 
use responding to the prevailing situation (Bush & Middlewood, 2013). 
 
Laissez-faire management and leadership style blended with the transformative style 
The research revealed that the laissez – faire management and leadership style is commonly 
practised by the Head of School (HOS) of Civil Engineering and the Built Environment 
(SCEBE). The school is composed of four teaching departments that are led and managed by 
Heads of Departments (HODs). In the majority of cases, the HOS gives sufficient opportunities 
to his HODs to conduct their academic businesses and rarely micro manages them. The HODs 
have ample time to focus on their departmental duties and demands of the office. In very rare 
occasions, the HOS sends emails to the HODs or calls for meetings; for example when there 
are high level engagements with external stakeholders, or opportunities to respond to calls for 
funding. There are opportunities to get feedback from the HOS and also to update him about 
the developments in the departments such as Technological Programme Committee (TPC) 
meetings or FEBE meetings. The HOS administers the budget for international travel for 
conference purposes. Applications for international travel by staff members are approved by 
the HODs first before they are signed off by the HOS. He effectively and efficiently handles 
these duties consequently the majority of staff members within the school are very positive and 
motivated to work.  Research outputs have been rising and teaching and learning has also been 
improving as depicted by the ever rising undergraduate and postgraduate throughputs. The 
HOS holds postgraduate seminars for his SCEBE staff, on very rare occasions, raising concerns 
on about the processes and management of post-graduate proposal development and 
submission to FEBE committees such as the Faculty Higher Degree Committee (FHDC). In 
such situations, junior staff members that require mentorships rely on departments rather than 
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the school. This is a sharp contrast to what happens in the other schools where meetings are 
held frequently for research purposes. 
 
The style of leadership and management by the HOS is a laissez – faire. The style has had its 
own share of weaknesses particularly on the new HODs who have very little knowledge and 
experience of managing and leading departments at institutions of higher learning. The new 
HODs have in most cases struggled on their own, getting very little support and coaching on 
how to deal with academic and non-academic staff members and students.  This has resulted 
in frustrations leading to delayed decisions making as the new HODs find themselves doing 
more managerial tasks  than necessary and less of leadership duties to their departments.  In 
some cases service provision to both the students and staff members becomes poor due to the 
application of the laissez-faire management and leadership style.  It however goes without 
saying that several transformative efforts have been implemented within the SCEBE. The 
innovative interventions have been implemented to prepare for the visits by professional bodies 
that regulate and accredit programmes across all the departments within the school. There have 
also been several innovative infrastructural upgrading, innovative new programmes 
development and staff recruitment and support.  In the majority of cases the HODs have been 
meeting the strategic objectives as they are trained within the respective fields they are 
managing and leading. HODs have also been managing to do their tasks at their own pace with 
distant supervision from the HOS thus raising the morale for the majority of the HODs leading 
to high productivity and high quality service provision (Innes & Booher, 1999).  
 
Transactional management and leadership style blended with the transformative style 
The work also highlighted that the transactional management and leadership style is commonly 
practised by the Vice Dean (VD) for post-graduate studies, research and innovation. The VD 
chairs Faculty Higher Degrees Committees (FHDC) and Faculty Research Committees (FRC) 
to oversee postgraduate studies and research publications respectively. The VD engages his 
subordinates actively and encourages them to publish journal articles, books, and book chapters 
and also attend conferences for the purposes of developing, presenting and generating peer 
reviewed conference papers. He uses mostly the research funds and possibilities of promotion 
to encourage the participation of staff members. Staff members are also encouraged to engage 
in patented research to receive recognition, rewards and promotions. The financial incentives 
are used to conduct more research and conferences attendance.  It was revealed that there are 
some employees that either hate research or are not doing well in research as a result they 
specialise in teaching and learning. This results in very low or no research outputs at all.  Such 
employees do not receive either the financial incentives or get promoted easily, consequently 
they remain in their positions for years. This results in their demotivation, such that even their 
teaching and learning specialisation suffers as they give up on their area of speciality due to 
very little rewards that are attached to teaching and learning.  In the majority of cases tasks and 
targets are set for employees but there are few support opportunities to those that are struggling 
to get started in their research and with limited experience in supervising post graduate 
students. The emphasis on rewards has put the few active researchers to do more and more to 
continue receiving rewards thus creating fatigue and the production of substandard journal 
articles, books that no one reads and several conference proceedings that are of no value to 
policy making.  
 
Several transformational efforts have been instituted to support post-graduate studies, research 
and innovation activities within FEBE. Consequently, the FEBE has managed to surpass not 
only its expectations but that of the UJ, as both research and postgraduate outputs have been 
trebled during the past four years (Figure 1).  
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Figure 1: Research outputs for FEBE between 2013 and 2016 
The research output has been increasing from 157.39 units in 2013; 210.76 in 2014; 218.58 in 
2015 and 363.20 units in 2016. The units are calculated from the journal articles, reviewed 
conference proceedings, books and book chapters that are submitted to DHET and audited 
every year. The VD has scored several positives within the FEBE in the last few years. 
Employees have been benefitting from the arrangements and transactions created over the 
years. Staff members that are productive in publications and in graduating students have been 
rising the ladder from lectureship positions to senior lectureships and from senior lectureships 
to Associate Professorship and also from Associate Professorship to Full Professorship 
(Marshall, Orrell, Cameron, Bosanquet & Thomas, 2011). The VD has also been scouting for 
staff members to join mentorship programmes, where they are paired with seasoned 
researchers.  There have also been efforts to support and motivate staff members to apply for 
research funding from the UJ’s University Research Committee (URC) and the Faulty 
Research Committee (FRC);  various government institutions such as the National Research 
Foundation (NRF), private and international organisations and initiatives such as the Horizon 
2020. Junior staff members are encouraged and supported to register for post graduate studies 
such as Philosophy degrees (PhDs).  
 
Autocratic management and leadership style blended with the transformative style 
The work also revealed that the autocratic management and leadership style is in operation in 
the FEBE through the VD for teaching and learning. The portfolio is huge and demanding as 
it involves the management of student enrolment, admissions and registrations; the setting of 
timetables for classes, determining and maintaining programme and module content. The 
responsibilities also include the management of the adoption and use of appropriate teaching 
philosophies and strategies, learning and study guides development. The VD also manages the 
setting of examinations and moderation of question papers, assessment strategies, teaching and 
module evaluations, processing, moderation and finalisation of results. Given the complexity 
of the portfolio and its sensitivity the VD commonly makes decision with minimal 
consultations and participation of subordinates. Standards are set and orders given to staff 
members with the help of the Head of Faculty Administration (FHA) and other managers. 
17%
22%
23%
38%
RESEARCH OUTPUT IN FEBE (UNITS)
2013 2014 2015 2016
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Consequently, teaching and examination timetables, examinations regulations and 
requirements are enforced on employees through HODs. The same applies to submission dates 
of question papers and results that are communicated to employees with the assistance of FEBE 
support staff members. The VD chairs Technological Programmes Committees (TPCs) and 
Engineering Science Programme Committees (ESPCs) of HODs. These committees deliberate 
on teaching and learning challenges but very little is resolved and through such meetings.  
There have been concerns from both staff members and students with regards clashing modules 
on timetables and smaller venues for classes, inadequate time that is given to complete tasks 
as students and staff members are given tight deadlines that are sometimes not feasible. Student 
enrolments are sometimes either over or below the required numbers due to over control of the 
processes which gives HODs very little control.  
 
They have been transformative actions taking place in the past few years. The use of live online 
systems such as HEDA that show the real time data and numbers of students that are registering 
for a programme, have been helping to monitor the student numbers (Figure 2). The numbers 
of students enrolment have been increasing over the years from 8380 in 2013; 8686 in 2014; 
9160 in 2015 to 9617 in 2016.  
 
 
 
 
 
 
 
Figure 2: Enrolment numbers for FEBE between 2013 and 2016 
 
There have also been innovations in the management of results through the MAMS platforms 
that assist in harmonising the processes. The system is being used to effectively trace the 
performance and progress of students resulting in better management of graduate outputs. 
Lecturers, HODs and HOSs perform to their best to meet the set deadlines and expected quality 
standards. The success stories could be credited to the use of authoritative leadership style 
(Danese, 2011) that is blended with transformative traits.  However great care is needed to 
ensure that highly organised and self – managed employees who meet their deadlines without 
8380
8686
9160
9617
2013 2014 2015 2016
NUMBER  OF  STUDENTS  ENROLLED IN  FEBE  
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the need of constant email and notice reminders are not frustrated and in-turn demotivated by 
strict controls. The use of predetermined processes and set standards also need to be relaxed in 
some instances to promote and ensure creativity of academic staff who try out innovative 
methods of teaching and assessments. Setting strict timelines for results moderations and 
submissions leave departments with no time to convene meetings to consider results and 
moderate as teams, hence there is need to look into some of these concerns as the faculty 
continues to transform itself.  
 
Participative management and leadership style blended with the transformative style 
The work has also demonstrated that the participative management and leadership style is 
applied by the Executive Dean (ED) of FEBE. He engages his Vice Deans (VDs), Heads of 
Schools (HOSs), Heads of Departments (HODs), Heads of Centres and stations (HOC/S), 
leaders of administrations and all academic and support staff members using a variety of 
platforms.  Managers and staff members are strongly encourage to actively participate in 
decision making within their respective units. The ED actively engages his managers through 
FEBE breakaway meetings as well as Faculty executive Committee meetings (FExCo) thus 
ensuring active and committed leadership in issues that pertain the faculty. The Faculty Board 
meetings that are attended by all academic staff of the FEBE and chaired by the ED is one 
platform where staff members are accorded opportunities to actively participate in the affairs 
of the faculty. Staff members participate in the appointment of key personnel in positions of 
authority from VDs, HOSs to HODs through nominations either during faculty board or 
departmental board meetings.  
 
There have been several changes within the FEBE in terms of approaches and strategies to 
grow research and publications, innovations, teaching and learning and participation in 
committees of the FEBE. In such scenarios employees develop a sense of ownership of the 
faculty, its operations and successes (Kumar & Paddison, 2010).  The transformative systems 
have led to impressive results with regards the two key strategic objectives, teaching and 
research during the past five years.  As depicted in Figure 3, the graduation figures have been 
rising over the years; from 1868 in 2013; 1887 in 2014; 1900 in 2015 to 2229 in 2016. 
 
 
Figure 3: Number of graduates in FEBE between 2013 and 2016 
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The FEBE has been one of the most productive and well performing faculties of engineering 
not only at the UJ but within the entire Republic of South Africa.   The faculty has also been at 
the forefront to develop undergraduate degrees programmes and to phase out diplomas and 
BTech not only in the university but also in the country. New postgraduate programmes have 
also been developed and will be finalised in time for the graduates of the new undergraduate 
programmes to further their education.  
 
Although consultations are robust during meetings, staff members have no say on the final 
decisions that are made. It is the ED and other top university structures that make the final 
decisions in the majority of cases. There is also the challenge relating to lengthy decision 
making on issues that matter.  A classic example has been the adoption of possible ways of 
decolonising the engineering curriculum. Deliberations have been ongoing as employees 
continue to disagree the definition of decolonisation itself, the character or structure or outcome 
of decolonisation and lastly the implementation approaches.  Non-performance by a few 
employees has been another challenge within the FEBE as some staff members take advantage 
of the persuasive management style. In such situations there is need for the intervention of 
human resources to resolve the sticky issues (Okçu, 2014).  In some instances participative 
approaches alone do not work but a blend of styles brings effective results. 
 
Conclusions and Recommendations  
The article discussed the four different management and leadership styles that include the 
autocratic, transactional, participative and laissez-faire, of course blended with the innovative 
transformative style. Whilst several efforts have been implemented to achieve the strategic 
objectives of the FEBE, a lot still needs to be done to take the FEBE to yet another level. All 
the four managers and leaders within FEBE, would need to complement their current 
management and leadership styles by borrowing bits and pieces from almost all the relevant 
existing styles. More so, the managers and leaders would improve their operations and achieve 
their objectives much better by adopting diversity management and transformational 
leadership. The four mangers would do well by recognising that there are demographic 
differences. These include aspects of race, nationality, ethnicity, age, experience and gender. 
There are also socio-cultural differences that include values, morals, religion and political 
beliefs and affiliation and lastly individual differences that include personality, skills, 
knowledge and experience. All these need to be considered and factored in when adopting the 
ideal management and leadership style. The four leaders would be able to inspire and shape the 
future of their employees using idealised influence, intellectual simulation, inspirational 
motivation and individualised considerations. These actions assist in creating common goals, 
visions and missions among employees; reasoning in problem solving, a sense of awareness 
and developing a common purpose for the future. 
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